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CRAWL, BEFORE YOU WALK, BEFORE YOU RUN: TOWARD MEANINGFUL ARMY TRANSFORMATION
"America's Army places soldiers on point in a dangerous world because they are the surest signs of the commitment of the Nation. Our non-negotiable contract with the American people is to be a warfighting Army-persuasive in peace, invincible in war. Therefore, my overarching goal as CSA must be to provide the leadership, grounded in a vision for the future, to keep this Army the preeminent institution in the Nation, the most respected Army in the world, and the most feared ground force to those whose actions would threaten the vital interests of the United States." 1  General Eric K. Shinseki, Former Chief of Staff of the Army
THE IMPORTANCE OF DETERMINING THE CURRENT OR "AS IS" ARMY
An unrelenting theme of the senior leadership of the Army is that a significant transformation of the Army must occur. Many of our senior leaders pontificate and discuss in great detail their vision of what the future force or the "to be" Army will look like. It is the contention of this author that the organizational change required to transform to the "to be" force can never occur until we ascertain the characteristics of the current force or the "as is" Army.
Author Geoffrey Moore articulated this thought well in the introduction of his book, Inside the Tornado when he wrote, "When I'm writing a book, I typically save the introduction for last, the theory being it's much easier to tell people where you're going once you can see where you've been". 2 This concept rings true when we talk about accomplishing a meaningful Army transformation.
This paper will specifically focus on the Army organizations that exist within the Pentagon and its field operating agencies. It is not the intent of this paper to identify what the "as is" Army looks like. That would be an impossible task, as the empirical data required to quantify what the 23,000 people are doing in the Pentagon simply does not exist. Instead, it is the intent of this paper to explain an affordable, executable, accurate, and common sense solution to quantify where our man-hours in the Army's bureaucracy go. The author will introduce the "Performance Labor Accounting System (PLAS)" software application that will give the senior leadership in the DoD, and specifically the Army, the ability to gather empirical data on the current labor expenditures within the Pentagon.
Once we know what the people are doing within the Pentagon, it will beg three other questions: Why are they doing it, whom are they doing it for, and is it driving customer satisfaction internal and external to the Pentagon? For example, within the Pentagon, someone or some organization has requested that certain products be produced. In terms of "customer satisfaction" are their needs being fulfilled? These are all critical questions that will help us down the transformation journey.
The beginning of transformation or what the author calls "transformation crawling" will begin through something called the "Customer Expectations Exercise" which will answer the "why", "who" and "how well" The combination of employing the PLAS software application and engaging Mr. Lawton's "Customer Expectations Exercise" will result in an identified "as is" Army poised for transformation initiatives. An improved Pentagon would be a big first step to a meaningful transformation because in many ways, the Pentagon is the heart and soul of the Army.
Improving that organization would lead the way to other Army transformation initiatives. This all must start with an understanding of why the identification of the current Army is important.
Transformation must start with the identification of the "as is" or current Army. To emphasize this point, let's plan a driving trip to a wonderful vacation destination. You sit down at your computer, go on line and bring up the "Map Quest" software application to map out driving directions. The application asks two very simple questions: what is the address of your destination and where is your starting location. Regardless of how wonderful the destination might be, the software application cannot create driving directions without the starting address.
It would be ill advised to start the trip without those driving directions. It would be somewhat insane to get in the car and start that trip without knowing your starting street, city or state. Your trip would be wrought with a constant state of confusion and you would be forced to make mindless guesses at which roads to take next.
THE ARMY'S ERROR IN PLANNING FOR THE FUTURE ARMY
Why then does it seem as if the United States Army doing exactly that? Leaders in the Army talk on a daily basis about this exciting organizational journey that they call "transformation". Even the President of the United States describes what this future "to be"
Army organization will look like. President Bush articulated the Army's transformation in an 11
December 2001 speech to the Citadel. "While the threats to America have changed, the need for victory has not. We are fighting shadowy, entrenched enemies -using the tools of terror and guerrilla war -yet we are finding new tactics and new weapons to attack and defeat them. This revolution in our military is only beginning, and it promises to change the face of battle." The President further emphasized the complexity of the transformation as a result of the U.S. war on terrorism: "What's different today is our sense of urgency -the need to build this future force while fighting a present war. It's like overhauling an engine while you're going 80 miles an hour.
Yet we have no other choice." 3 The President and the senior leadership of the Army are all absolutely correct. The Army must evolve from its cold war structure to better face the asymmetrical threat that we face in the war on terror. The problem is that our journey to the proverbial "to be" organization will have the same problem as our road trip to our notional vacation spot. The organizational "Map Quest" software application will still query us on our starting location. The organizational journey to the "to be" Army so adroitly articulated by General Shinseki and President Bush, cannot begin until we know where we are. This is not an insurmountable task. In fact, the solution is right in front of our face, can be executed, is affordable and is loaded with common sense. Let us begin our journey to the "to be" Army by talking directly to our greatest asset, the "as is" workforce of the Pentagon and the employees of its supporting field agencies.
THE PENTAGON
Consider these facts about the Pentagon. "The Pentagon is virtually a city in itself. and Frank for the week, it can be determined how many man-hours were spent on the report. As the Army moves on with transformation, those desired effects of the transformation initiatives can now be quantified, monitored and scrutinized based on the valuable data provided by PLAS. Senior leaders would actually be able to determine if the Army is on the right road to the desired "to be" Army based on an analysis of the man-hour data. How can the Army know if it is transforming if it has no empirical data to document the effort? That would be similar to departing on a vacation journey without knowing your starting location.
ORGANIZATIONAL RESISTANCE TO CHANGE
Implementing the Performance Labor Accounting System would be a large change initiative within the Pentagon. It must be pointed out that an initiative of this magnitude would most probably be met with resistance, as organizations are inherently resistant to change.
"Despite the best efforts of senior executives, major change initiatives often fail. Those failures have at least one common root: Executives and employees see change differently. For senior managers, change means opportunity -both for the business and themselves. But for many employees, change is seen as disruptive and intrusive." 5 In many cases a distrust of employees towards management complicates change initiatives. To mitigate that distrust, it is often a good strategy to include the workforce in planning for and executing transformation initiatives like the PLAS program. Successful transforming organizations were strongly characterized by involvement of all employees in improvement and participation in the transformation. Because of this involvement, transformation was viewed as an opportunity rather than a threat, and individuals were defined as resources to foster organizational improvement rather than costs that dragged down bottom-line financial performance. The Colonels are absolutely correct; a constant evaluation by leadership is paramount in judging whether meaningful and desired transformation is actually occurring. It is clear that the staunch support of the chain-of-command will be required to implement this manpower assessment project. The importance of the PLAS application must be driven down to every employee. After the PLAS application has been deployed and implemented, we must then ensure that the labor hour inputs are accurate. The success of this change initiative demands data accuracy. Quality control must be emphasized and ensured by the entire chain of management. There is an appropriate old adage, "What gets measured, gets done".
Better quality and enthusiasm for inputting PLAS data can be ensured if we do one other important and clever tactic. We must tie the data entry into this software application to the employee's pay. This was a successful tactic used by the Defense Contract Management Agency -St. Petersburg, Florida. Standard time and accounting sheets were abandoned.
Instead, the bi-weekly PLAS outputs were used for timekeeping purposes. Employees and their supervisors review and sign the PLAS report and it is submitted for time and attendance pay purposes. Once the employees understood that their pay was tied to PLAS, accuracy and timeliness of reporting was no longer an issue. When the first line supervisor certifies the time,
he must review the PLAS data too. Two birds killed with one transformation stone.
NOW THAT WE CAN CRAWL WE CAN LEARN TO WALK
Once the Army has deployed the PLAS software application, it can now baseline how its employees' man-hours are being spent in the Pentagon. This will be a major milestone accomplishment that will set the framework for true organizational change. The senior leadership of the Army can now proceed with the next step on the road to the "to be" future Army. We can now place our starting location in our notional organizational "Map Quest"
application and begin our journey with map in hand.
Now that the PLAS application has been launched the "as is" Army can be empirically We must at this time look at the environment of the Pentagon, specifically analyzing the nature of the bureaucracy with which we are trying to enact change. After a brief look at the composition of bureaucracies, we will look to the Defense Contract Management Agency as a case study of bureaucracy run amok. The case study will also demonstrate how a wayward organization can get back on track.
"In common parlance, bureaucracy is a derogatory term. Any organization that operates by complicated rules and routines, or that is characterized by delays and buck passing, or that treats its clients impolitely, or that has operating managers who try to build empires, is called a bureaucracy. In particular, all large government organizations are labeled bureaucracies, usually with the implication that nongovernmental organizations are not bureaucracies. In studies of organizational theory however, "bureaucracy" describes an organization with certain characteristics, and no derogatory value judgment about such an organization are inherent in large and complex organizations, both government and nongovernmental." Two, twenty person inspection teams crossed the country and traveled overseas conducting compliance inspections of the DCMA field commands to the "shalls and musts" of the One Book. They were threatening inspections that resulted in written reports that directly affected the reputation of the Commander and the Commands themselves. The ironic part was that the inspections were based on compliance with the One Book but had no correlation to the Command's contracting mission that ultimately directly supported the warfighters in the field. An organization could be deemed a success by the inspection team and still be a failure when conducting contract administration services on Department of Defense contracts. They were inspecting to a policy book that they created themselves. They were inspecting the wrong things for the wrong reasons.
Thanks to the inputs from the employees in the field, it became obvious to the leadership of DCMA that the One Book policies needed immediate attention. The command had an out of control policy problem that was not focused on mission accomplishment and was progressively getting worse. The process owners of the chapters of the One Book could not see the aggregate problem they were causing the commands in the field. An analysis of PLAS data showed an alarming trend of hours being spent satisfying the demands of the headquarters versus providing the contract support they were supposed to be providing in the field.
The Defense Contract Management Agency core mission of providing world-class contract administration services had been completely lost in the bureaucratic fog created by the One Book. In fact, an interesting inverse command and staff relationship existed because of the policies of the One Book. Instead of the staff supporting the Commanders in the field, the opposite was true. The commands in the field were feeding the required tasks, reports and data queries of the headquarters' staff.
The query of the DCMA workforce shed some interesting light on this phenomenon.
First, they pointed out that there was absolutely no correlation between being One Book compliant and providing quality contract administration services to the buying commands, program offices and the Department of Defense contractors. Second, they pointed out that the One Book provided no value-added use to the field.
In a shocking demonstration o f true organizational transformation, vision and leadership, Brigadier General Edward Harrington, the Commander of the Defense Contract Management
Agency, announced to his commanders that the One Book was now to be used as a guideline versus a regulation. He further announced that the Inspector General type inspection teams would be abolished. In essence, he tossed the homemade regulatory book out the window.
This was a profound demonstration of true organizational transformation.
Over time, the employees, headquarters' staff, and management at all levels within DCMA understood the profound impact of General Harrington's decision. The PLAS data showed over time a shift from indirect labor hours that were feeding the bureaucracy of the headquarters to direct labor efforts that directly support the warfighters in the field. If it were not for the PLAS software application, no empirical evidence would have captured the profound effect of BG Harrington's transformation initiative.
THE CUSTOMERS OF THE PENTAGON -CREATING A "CUSTOMER-CENTERED CULTURE"
There is a direct correlation between the DCMA case study and the problems that This author believes that Mr. Lawson's organizational concepts would help transform the "as is" Pentagon in a very significant manner. His theories are designed perfectly to identify and satisfy customer needs while successfully navigating the chasm of a bureaucratic Pentagon. By implementing the concepts to follow combined with the Performance Labor Accounting System, we could begin significant "transformation crawling" and empirically measure that progress. The beauty of this plan is that it is loaded with common sense, is affordable, easily understandable, and can be done with relative ease if embraced by the leadership of the Pentagon.
Mr. Lawton writes in his book that in order to achieve specific organizational outcomes we must answer five critical questions about our Army organization and ourselves:
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• What do we do?
• Who do we do it for?
• What do they want and why?
• How can we better improve their satisfaction and our performance?
• What is the strategy and process for creating a customer-centered culture?
WHAT DO WE DO?
What exactly do the 22,000 employees in the Pentagon do? It is acknowledged that they are very busy but what types of products to they produce? This author is not going to begin to list the products that the employees of the Pentagon produce on a daily basis. It is Mr. Lawton's contention that this information must come from the employees themselves. Each employee of the Pentagon needs to sit down and prepare a list of products they produce. "Products include more than just manufactured items. They can be information products (reports, invoices, orders, designs, courses), service products (answers, deliveries, appendectomies, repairs) and entertainment products (movies, games, rides). A product is any deliverable produced by an individual, group or business unit. It is something you can make plural with an "s". 12 This is a critical first step in creating a customer-centered culture.
Through experience and use of this process, Mr. Lawton has already predicted some of the thoughts our people will have: 13 • It is hard to change our thinking of what we do from activity to deliverables;
• Identifying products focuses us on results;
• Now I know why others have a hard time understanding what I do;
• Most of what I do is intangible;
• Defining my products has made what I do concrete;
• It can be difficult to identify the products we create;
• Products focus on customers;
• We actually produce very few products compared to the amount of time worked;
• Once we've identified our products, it is easier to determine correctly who our customers are;
Each employee should be asked to answer the following three questions as a part of this product definition exercise.
14 "A. Write at least four specific products produced by your immediate work group.
B. Now identify examples of products you personally create.
C. Select one of the most important products named in either section A or B. Write the specific name of the product(s). Do not use "answers or information" as an answer."
Once this project is completed, we have begun setting the foundation for our organizational journey towards creating an "as is" customer-centered Pentagon. All 22,000 people of the Pentagon will now have a tangible product in their hands that shows their leadership what they produce. They will find that it will beg some very interesting questions.
One very important question it will trigger is, "Whom am I doing this for and why"?
WHO DO WE DO IT FOR?
Answering the question "who do we do it for" will help lead us down the path to a customer-centered culture. How can the employees of the Pentagon produce acceptable products if they do not know whom they are producing them for? Identifying the user is a critical concept in understanding the dynamics of the bureaucracy of the Pentagon. "It is not enough to recognize that we have internal customers and external customers…while this is true, it over simplifies." 15 Mr. Lawton breaks those users down into three categories: End-users, Brokers and
Fixers.
"End-users are individuals or groups who actually use the products to achieve a desired outcome. They are the folks we supposedly had in mind when we designed, created, and delivered the product. For every product, there usually are more end-users than any other kind of customer. This is the most important type of customer.
Brokers transfer the product to someone else who will use it. They may act as an agent of either the end-user or the producer. As an agent of the end-user, the broker makes the product more accessible, easier to use, or more appealing. As an agent of the producer, the broker "encourages" the end-user to accept the product.
Fixers transform, repair, correct, modify, or adjust the product at any point in its life cycle for the benefit of end-users.
The beauty of understanding these differing customer roles is that they apply to internally consumed products (within the Pentagon) such as reports, information papers, and reports for the Secretary of Defense, as well as externally consumed products (developed for use outside of the Pentagon) such as war plans, budget requests to Congress, and press releases for the public".
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Of the three types of customers, Mr. Lawton contends that the brokers lie at the heart of most organization's bureaucratic woes. He writes, "The sheer number of brokers between the end-user and producer can cause problems. An extended broker chain can function much like the game of "telephone": A group sits in a line or circle. One person whispers a phrase to the person next to him or her, and it continues around the group. The last person to hear the phrase speaks it aloud. By that time, the phrase usually has been significantly altered from the original statement. Likewise, there is a potential for the end-user's needs to be miscommunicated."
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Putting people or organizations between the producer and the end user can only cause distortion in that product. "This does not mean BROKERS are bad folks. They aren't. It's just that they and producers can get confused about who the most important customer is-the END USER." 18 Many times the product produced by the producer gets so distorted by a broker or a string of brokers that the end product does not slightly resemble the original product intended by the producer. In fact, many times the original producer objects to the final morphed product.
Supporting staffs in the Pentagon, acting as brokers for their boss, can alone contribute to huge amounts of unproductive labor efforts. Organizational staffs exist to support their leader, manager or boss. By the definition of their job, they work on behalf of that leader in a supporting or "broker" customer role. Staffs play an important role in the Pentagon but may be overzealous in the execution of their duties and excessively task some of the workforce "in case the boss asks a question". When a manager discovers through PLAS analysis that a broker is a customer of one of your employees, Mr. Lawton suggests that you should look at: "eliminating it, consolidating it, or automating it". 19 Mr. Lawton's vast research in organizational behavior offers predictive insights into what we will learn about the customers inside and outside of the Pentagon. "The following represent the most common discoveries experienced by participants in his workshops:
• The end-users don't have the most power.
• Communication between producers and end-users is weak and indirect.
• The brokers are the customers we have focused on the most.
• It's easy to mistake brokers for end-users.
• Brokers have the most, end-users the least power.
It is not sufficient to recognize that we all have customers. Understanding the roles customers play with each of our products guides us in prioritizing who we must listen to most closely for success in the long run." 20 Managers in the Pentagon will learn that customer identification by end-user, fixer and broker will not be an easy task. It will also lead the manager to critically question why products are being produced in the first place once they learn where they end up and for whom. Given that this will be a tough task, it will also be a very rewarding task on the organizational journey to customer-centered transformation.
We now know what is produced. We also know that the Performance Labor and Accounting System will help us get our arms around that task. Furthermore, we have identified who our end-user, fixer or broker customers are.
WHAT DO THEY WANT AND WHY?
It makes good common business sense that management should examine the products their employees produce. They should also clearly understand the identity of the recipients of our products and the customer role they play. That then begs an obvious follow on question, why are these products being produced? That then leads to the heart of a customer-centered Pentagon, are the products being produced meeting the needs of the customers? Keep in mind that "customers" sometimes referred to a "stakeholders" can come in many varieties. According customers are within and outside of the Pentagon, we can focus on how our employees' products are satisfying their needs.
How then should customer satisfaction be measured? Mr. Lawton has a technique that is anchored in common sense and effective. He articulates in his book something called the "Customer Expectations Exercise". The Customer Expectations Exercise should be done with a group of four to eight people. Ideally, they should include real customers of the product on which you will focus. "Although many leaders say they want to build strategic partnerships with customers, few have the courage to actually invite them to participate in the strategic planning process. As a result, customers' desired outcomes are generally unknown, assumed, poorly articulated or omitted altogether from the strategic plan." 22 If that is not possible, invite participation by colleagues who know something about the real end-users' likely expectations.
The whole exercise in the form of a focus group will take around 45 minutes. The results will be quite revealing. 23 This author found the exercise to be much more than revealing; it was the heart of an organizational transformation. Imagine having the producer of a product and the customer of that product in the same room discussing the product, the customer's expectations of the product and the ultimate customer satisfaction they have with the product. As you proceed with this enlightening exercise, the participants will learn that there is a big disconnect between the products being produced and the level of customer satisfaction. In some cases the producer and customer may decide that discontinuing a product may be the right answer. That would then free up labor hours that could be spent on other needed and appreciated products.
The following are some comments that have used the Customer Expectation Exercise.
Bruce Rismiller, Executive Vice President, Northwest Airlines stated, "These (Robin Lawton's) concepts were so compelling. Two years after we began using these concepts, Northwest
Airlines had achieved number one standing among U.S. airlines in three key areas: least number of mishandled bags, lowest number of customer complaints, and best on-time performance. 24 Carlton Braun, Vice President, Motorola Management Institute, Motorola, Inc. writes, "Rob Lawton's handbook treats the subject or pursuing customer satisfaction from a culture point of view. He does an excellent and unique job of explaining the subject. He provides the management and tactical tools to implement a culture change to achieve customer satisfaction internally and externally to the organization." 25 Larry Whobrey, Quality Improvement Manager, Caterpillar, Inc. comments, "It made sense, gave me ideas about new ways to look at things, and shook me up a bit! I have not been this excited about quality ideas and concepts in a long time." 26 If Mr. Lawton's ideas worked for these large and complex organizations, they most certainly should work in the Pentagon.
THE CUSTOMER EXPECTATION EXERCISE
The Customer Expectations Exercise starts by calling a focus group meeting consisting of the producer and customer of a product. Products produced in the Pentagon are wide and varied. Employees produce reports, information papers, fact sheets, and presentations, to name a few. The customers invited to the focus group need to know that this meeting is all about him/her and will last no longer than an hour. Here are the exact procedures required to run the meeting. This is a very powerful exercise. Senior management needs to sit in on these exercises to add visible support to his/her employees. This signals that the employees' products are important and that customer support is paramount to the organization.
There are ten steps to a customer expectations exercise: 27 "rank" column next to those three. This is done by each individual, without discussion.
Do not combine or group attributes.
6. Determine the rank or priority of attributes by recording the number of checks each attribute has received. The one with the most checks is ranked "1." Quickly rank the top five only. Complete steps 7 through 9 regarding only these top five attributes.
7. Identify those attributes that are currently measured. Consider an attribute "currently measured" only if a numerical measure is published, reported, or displayed on a regular basis.
8. Determine whether each of the top five attributes addresses performance (objective criteria) or perception (subjective criteria). It is okay to indicate that the attribute addresses both performance and perception.
9. Total the number of performance versus perception criteria. e. Repeat steps 10a to 10d for attributes 2 through 5.
f. What was the hardest part of this exercise?
g. What discoveries were made during the exercise?
Mr. Lawton provides a very useful meeting agenda that allows the producers and customers of work products to determine what the product should convey and whether they are successful in doing so. It is very productive when the producer and customer determine the desired attributes of work products. This author found this to be particularly rewarding. People who have been producing products for customers for years learned in many cases that their products either missed the mark, needed to be modified, or required complete and total restructuring. It was also learned during the customer expectation meetings that the reporting frequency of the product could be revisited and in some cases significantly reduced.
Applying Robin Lawton's customer-centered organizational theories proved many of the producer's assumptions about customer satisfaction were wrong. There were no hard feelings though. The producers and the customers worked together to understand how to satisfy the customer and defined what the customer needed and why. The producers left the customer expectation meetings with a better understanding of how their products are used and the value they added to the Army and warfighters, the down-stream customers. This ultimately leads to satisfied employees and customers. why, and for whom they produce their products. Through the Customer Expectation Exercise they will also understand truly how well they are satisfying the customer.
The Pentagon is an organization ready to embrace the transformation of the Army. The ideas outlined in this paper are executable, affordable, and anchored in common sense. The transformation roadmap can now be completed with our starting location for our organizational trip accurately entered into "Map Quest". The Army is now prepared for a journey towards the "future Army." WORD COUNT= 7,584
